ICT Helpdesk is the part of IT Service Management (ITSM) framework which is also mentioned in COBIT 5 in Deliver, Support and Service processes. ICT Helpdesk becomes an important part that must be owned by the company who use the information technology to leverage the business goals. The use of IT peripheral in daily operations requires the excellent support. Companies do not want to lose the opportunity in business because of the IT system had a problem. ICT Helpdesk present for deliver support with Service Level Agreement (SLA) agreed which are needs more responsive to fulfill business requirement. This research is needed to find best strategy of ICT Helpdesk implementation. Assess the existing strategy and analyze the gap between current and future condition is required. Working area that must be covered in this service and amount of the technician are the keys for improvement. Option of centralized and decentralized strategy becomes research objective to be addressed in this case to find best ICT Helpdesk strategy.
Introduction
As modern company, PT. XYZ needs IT as a tools and part of strategy to achieve their business goals. PT. XYZ already implement the Enterprise Resource Planning (ERP) that cover end to end process from line production, supply chain management, human capital management until financial department.
In order to run ERP system in their company, PT. XYZ equipped with IT infrastructure that consist of datacenter, network, IT peripheral and also ICT Helpdesk for their support. These services become complex since ERP system has many users and accessed from wide working areas. The critical point is to maintain ERP system reliability and make sure the users can access it at all the time they needed. Disruption in the ERP system at server side or IT peripheral in client side will have impact to the business continuity. Based on that, companies expect the ICT Helpdesk with high SLA to maintain excellent IT services in order to support company core business.
The research objective to be addressed is to find ICT Helpdesk strategy to improve their performance and meet the SLA required by the company.
Previous Condition
PT. XYZ already has ICT Helpdesk that runs based on IT Service Management (ITSM) framework. However, the performance is not satisfying yet. It because the resolution time is not meet with the SLA. The SLA that expected by the company is 90% incident must be resolved within 3 hours. It means from 100 ticket requests in the ICT Helpdesk system, at least 90 tickets must be closed within 3 hours. At that time total personnel of IT Helpdesk are 30 technicians and coverage area can be shown in table 1. The existing strategy for running ICT Helpdesk was called centralized strategy, where the resources were pulled into IT central office. Incident request will have received by call center and recorded in the system. The incident was assigned to the available technician then he goes to the user working area. It will take time to reach the user and also sometimes when the technician arrived, the user is not in their area and troubleshooting cannot be perform yet.
With this condition, the ICT Helpdesk Performance is not meeting the SLA yet. SLA for September to November 2016 can be shown in table 2. 
Gap Analysis
A gap analysis is a method of assessing the differences in performance between a business' information systems or software applications to determine whether business requirements are being met, and if not, what steps should be taken to ensure they are met successfully [1] .
5W1H from Kipling question will be used to run gap analysis. It questions work because they are short and direct. They are also largely general, and 'What' can be applied to many different situations, making them a flexible resource [2] .
For this case, gap analysis will assess why the performance is not meet with the SLA yet. The result of gap analysis will be shown in table 3. At office hours (7 am -4 pm)
Why
-User complain at the same time -Lack of technician who will handle it -Covered area too wide
How
-Close enggagement with user to reduce uncontrol incident -Make users feels that there are dedicated technicians in their area -Do preventive maintenance instead of reactive maintenance -Knowing the user behavior Based on result above, then the new strategy will change from centralized resources into decentralized resources. It will place a technician in the user's area to speed up the resolution time. It will have the benefits as follow:
• The closer relationship between technician and user in that area.
• The span of control will reduce to the specific area.
• Technicians will have responsible to their territory.
Implement the New Strategy
Based on gap analysis recommendation, team was change the strategy of IT Helpdesk operation from the current centralized to be decentralized resources. There was 2 steps strategy to do it as follows:
• New IT Helpdesk Business Process • Calculate the Capacity Planning (workload vs. man power) on distributed area
New IT Helpdesk Business Process
The new concept of decentralize strategy for IT Helpdesk can be shown in picture below. The major change from the existing business process is convert pooling technician into two type distribute technicians called Remotely Technician and On-Site Technician. Remotely Technicians is a group of technicians that use the remote application as a tool to connect to user computer's during troubleshooting. It is limited only for the incident that can solve by remotely.
On-Site technician is group of technicians that have responsibility to support the user in the specific building or branch. The activity of on-site technician is based on ticket that assigned from the call center. If there is no incident to that area, then the on-site technician has to do preventive maintenance. It is parts of their responsibility to make sure all IT peripherals in their area are running normally.
Calculate the Capacity Planning
The important things to be considered while identify the working area was about the size of the areas and populate of the users. Regarding to this, the working area to be covered can describe in table 4. 
Measure the Implementation
The new business process was implemented in December 2016 and start to measure from January 2017. The performance of IT helpdesk since January to April can be shown in 
Conclusion
Even the performance result still below the SLA, but the trend was positive. The incident that handled more than 3 hours was decrease. It means the strategy to decentralize technicians was work.
Another goal with this strategy is to decrease total incident occurred. It because the on-site technicians do the preventive maintenance and also close engagement with the user in their territory. Close engagement means the technicians will interact to the users and educate them about the IT knowledge. It almost works since the total incident from January to March decreases, except in April. It will be new hypothesis for next research that knowledge IT at end user is related with the total incident raised.
